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ABSTRACT 



So that New York City could build on the experiences of 
other large cities as it implemented Performance Driven Budgeting (PDB) in 
the schools, a study was conducted of the school based budgeting training in 
Los Angeles, Chicago, and Denver. These districts have from 6 to 10 years 
experience in site-based budgeting. The study is based on interviews with 
reform office staff and budget office directors, as well as principals, 
teachers, leadership team parents and staff members, district budget 
trainers, and external training program directors and trainers. Training 
materials and training evaluations were also examined. Descriptions of the 
programs in the three cities resulted in the identification of five key 
practices for model training: (1) institutional support for site-based 

decision making; (2) comprehensive training and information programs; (3) 
accessibility of training; (4) understandable training and materials; and (5) 
external training and technical assistance. The lesson that can be drawn from 
New York City is that the task is large and requires good decision making and 
substantial amounts of time. Training for all parent and community members is 
critical, and trainers need to help school leadership teams review all their 
schools' resources. (SLD) 
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New York University's Institute for Education and Social Policy 
works to strengthen public education in New York City and other urban 
areas, particularly in low-income neighborhoods and communities of 
color. Through our policy studies, research, technical assistance and 
evaluations, we help build capacity for school improvement and reform 
among policy-makers, educators, parents and community groups. 
Because we believe that good public education is key to a more effective 
democracy, we work to increase support for urban public schooling, and 
to expand the school improvement strategies of government agencies and 
non-profit organizations. 



Preparing for Decision Making: 

Training for Effective School-Based Budgeting in 
Los Angeles, Chicago and Denver 



Introduction 1 

I. School-Based Budgeting in Los Angeles, Chicago & Denver 1 

II. Key Practices of Effective Training 7 

III. Lessons for New York City 22 

Conclusion 24 



The Cross City Campaign for Urban School Reform is a strategic 
and active network that enables reform leaders from inside and outside 
school systems to share information, mount collective efforts and create a 
national voice for urban schools. Cross City is committed to 
fundamental improvement of public education so that all urban children 
and youth are well prepared for post- secondary education, work and 
citizenship. 

The Cross City Campaign has organized five North American 
conferences (two in Edmonton, Alberta, Canada) on school based 
budgeting and student achievement that involved policy makers, school 
practitioners, parents and community members. The Campaign also co- 
sponsored an international conference with the Edmonton Public 
Schools, held in Edmonton. 
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Introduction 

In September, 1996, New York City Schools Chancellor Rudolph Crew introduced 
Performance Driven Budgeting (PDB), a form of decentralized budgetary decision-making 
intended to “provide local educators with increased control and flexibility over the use of 
resources so that they could engage in more creative program development, more effective 
problem solving, and more efficient use of resources to improve student performance.” His 
plan established a framework of goals and principles for PDB and outlined a three-to five- 
year phased-in implementation process that would culminate in the participation of all the 
City’s schools. 

New York University's Institute for Education and Social Policy began a comprehensive 
evaluation of PDB in October, 1997. In November, 1998, the Institute published its First 
Annual Report: Evaluation of the Performance Driven Budgeting Initiative of the New York 
City Board of Education. That report recommended three kinds of training for school 
leadership teams -- training on what teams need to know in order to function, trai n i n g on 
how to do instructional planning, and training on budget and finance. 

To build on the experiences of other large cities, the Institute commissioned the Cross City 
Campaign for Urban School Reform to report on school based budgeting trai n ing in Los 
Angeles, Chicago and Denver. These districts have from six to ten years of experience in 
site-based budgeting. 

This study is based on interviews with reform office staff and budget office directors from 
central and regional/cluster offices in the three cities, as well as principals, teachers, 
leadership team parent and staff members, district budget trainers, and external trai nin g 
program directors and trainers. The authors attended budget workshops in all three cities 
and examined their training materials, manuals and evaluations. 

The study also benefits from the authors’ 15 years of experience in monitoring budgets, 
creating budget tr aining materials and workbooks, and developing and conducting budget 
workshops for school leadership team members, parents and school staff. 
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I. School-Based Budgeting in Los Angeles, Chicago sc 
Denver 

Los Angeles Unified School District (LAUSD) 

LEARN (Los Angeles Educational Alliance for Restructuring Now) is LAUSD’s systemic 
restructuring process. LEARN started in 1991 when a coalition of over 200 education, civic, 
business, labor and community organizations came together with LAUSD administrators, 
school staff, parents and board members to shape the LEARN agenda. The full plan was 
adopted in 1993, and thirty-six schools volunteered to be initial LEARN schools. There are 
now 327 LEARN schools. 

1997-98 School Year • ■ 



Student population 
PreK-12 


Total Budget 
(1999) 


Student Demographics 


School Leadership Team 
Composition 


710,000 students 

641 schools in 27 clusters 


$6.53 billion 


Latino 71% 

African American 14% 

White 11% 

Asian/Native 5% 

Free/Reduced Lunch 75% 


Schools vote on LEARN 
governance council model. 
Could be 50% teacher and 50% 
parent, community, classified 
staff (non-teacher), 

Principal and lead teacher are 
co-chairpersons. 



1. School Budget Authority 

LEARN schools can make collaborative decisions about every aspect of their operations. 
Authority over school resources is a key component of LEARN. The process is focused on 
one goal — improving student learning. The budgeting component gives LEARN schools 
enhanced authority and flexibility in the use of their basic funds and some state 
categorical funds. LEARN leadership teams can also control other funds if relevant 
school groups (e.g., Federal Title I parent advisory councils) vote their approval. 

2. Systemic Support Structure 

A new central office department was created to oversee the LEARN process and provide 
training and support for LEARN schools. The School Reform office, formerly the LEARN 
office, also oversees other reform programs. The School Reform office staff works with 
the school-based budget office, a separate unit within the central budget department 
that works with LEARN schools. LEARN budget support is also provided through 33 
cluster fiscal specialists in the 27 cluster offices. 

3. School System Training Components 

Management / Leadership Training : Principals and lead teachers (teacher’s union 
building chairs) in new LEARN schools participate in 18 months of Transformational 
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Leadership training provided by UCLA. The program focuses on building capacity to 
lead change, loo king at what teachers do in the classroom that improves learning and 
what doesn’t, and how to change behaviors and strategies to improve student 
achievement. There is heavy emphasis on what both principals and teachers believe and 
do. The program consists of: 

• 3 weeks of residential training the first summer 

• 4 weekend retreats during the school year 

• • 8 professional development workshops during the school year 

• 1 week residential training the second summer 

Instruction al Transformation Training: There is a two year on-site Instructional 
Transformation program supported by one of four external partners assigned to new 
LEARN schools. 1 External partners work with Instructional Transformation Teams 
(ITTs) — the governance council co-chairs (principals and lead teachers), additional 
teachers, classified staff and a parent — to assess needs, clarify goals, and create an 
instructional site action plan. The ITT writes a site action plan the first year. In the 
second year, the partners help the team implement the plan and analyze student and 
school data to evaluate progress. The relationship between the school governance 
council and the ITT is not clear. 

The program consists of: 

• Semi-monthly meetings during the school day 

• 12 hours of tr aining/ support a month provided by the external partners 

Ongoing Training: After the initial 18 months, workshops are provided for governance 
council co-chairs: 

• Council co-chairs can attend monthly citywide leadership development training 
provided by UCLA and the School Reform office 

• “Retro” training (for LEARN principals and lead teachers who joined the school 
after the initial 18 months of training) includes four one-day conferences and 
three weekend retreats covering current educational research and organizational 
culture 



1 The four partners are Action Learning Systems, Coalition of Essential Schools, Educate and Los 
Angeles Educational Partnership. Both UCLA and these external partners provide some training to 
non-LEARN schools, but on a much reduced level. 
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